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A DEVELOPMENTAL CONCEPTUALIZATION OF THE ADOPTION
PROCESS WITHIN EDUCATIONAL INSTITUTIONS»2

John Goodlad said if:éfficienfly when he wrote that the innovations
of the 60's have been "blunted on the classroom door."> The educational
experience of the past decade clearly documents that mere existence of
educational Innovations does not guarantee their use. This failure of
educational Inrovations to achieve widespread adoption4 poses problems
that must be addressed. |

During the past decade a multitude of publications dissected the ed-
ucational change process, déscribing the fabrication of new chanée models
and examining old ones, Cursory exéminafion of Rogers'5 work, of
Hav_elock's6 massive review and synfheleKOf the change |iterature, and
of Magulre's7 review pnovfdes immedlaT; perspective on the enormous amount
of data and number of models available to stimulate the planning of edu-
cational change. Why then have schools, colleges, and universities
remained generally untouched by many of the major thrusts of the reform
movement? | |

Pérhaps it is as Schmuck and Miles8 suggested: that more attention
needs to be placed on organizational development within an educational
institution., Given a supportive énvircnmenf, more effective ﬁeans of
communication, and the development of norms that support individual effort,
innovations may take root, as some school-based organizational development
studies indicate. Or it may be that the adoption of innovations has not

been sufficiently examined as a developmental process in which the concerns




of the lndiQidual adopter and the relationship of these concerns to the

use of the innovation play a major role.

The Complexity of Educational Innovation

Much of the study of diffusion and.adopfion processes has used
agricultural innovation as the data source. These studies have yielded
a rich library of information, -but the nature of the Innovations limits
the usefulness of generalizing this knowledge to educational innovation
adoption.

_'.AdopTion of innovations in education is seldom as simpie as the
introduction of a hybrid seed to an individual farmer. An individual
teacher may use a curriculum innovation while the rest of the school
system does not; or a school system ma§ use an Innovation b&f may still
have individual classroohs or schools where the innovation is unused or is
used in a manner not intended by the developer. Further, there are develop~
mental sfages in the use of an innovation in educational settings that
must be attended to if adoption is to proceed effectively. For example,
following the orientation and early trial phases, supportive training and
consultation must be provided for teachers in order to sdsfain their
movement toward full and effective use of a new curriculum. Within the
formal organization of schools and colleges, the introduction of an
innovation often results in major role changes for teachers and adminis-
trators; changes in role often require new professional and interpersonal

skills as well as personal value changes. New organizational structures




may result directly from an innovation adopfion. The relative position
of individuals within the formal organization may shift, as in a hier-
archical teaching team that includes a team leader, master teachers,
and regulaF teachers. New priorities may be established within a school
or college when an innovaticn is being adopted, resulting in a change in
criteria for success and rewards.

In short, the adoption of an educational innovation is 2 c¢~mplex

process involving a multitude of variables.

The Concerns-Based Adoption Model in Relation to Educational Change Models

Havelock® has classified the change |iterature :nto three schools |
of thought: (1) the Research, Development, and Diffusion Perspective; (2)
the Social Interaction Perspective; and (3) the Problem-Solver Perspective.
The Research, Development, and Diffusion Perspective is typical of the
developer who creates, tests, and disseminates a solution to a problem
that gg_perceives‘in a target population. The Social Interaction Perspec-
tive is primarily concerned with the spread of an existing innovation through
a group or social system from the point of view of a change agent. The
Problem Solver Perspective places emphasis on the ultimate users of an in-
novation who first identify, then clarify their problem, and select an
appropriate solution; from this perspective the focus is upon the develop-
ment of problem=-solving capabilities in organizations.

Havelock found deficiencies in each of the perspectives and proceeded

to synthesize the best features of the three approaches into a concept he




calls "linkage." Linkage is a change model that does not initially require
the use of a specific innovation. Liﬁkage models emphasize the development
of skills in the user as a problem solver; |inkage invélves the establish=-
ment of col laborative relationships with external resource agencies in
bringing about changes in organlzational structure or communication pat-
terns that may or may not involve the adoption of a specific innovation.
Thus, linkage expands the problem-sclving capabilities in the "sérs, ef-
fectively bringing outside resources to bear on soiutions to the problem.

The Concerns-Based Adoption Model (CBAM) presented in this paper is
also eclectic. |t uses concepts from |inkage as well as processes from
the Research, Development, and Diffusion Perspective and from the Problem-
Solver Perspective. : -

In confraéf to linkagei however, CBAM assumes fhafva speci fic innova=-
tion will be adopted. The model is most directly related to the R, D&D
Perspective, where emphasis is upon the trial use of an innovation, its
instal lation, and ultimate integration into the norma! operating structure
of an institution.!0 while assisting an institution to develop its capa-
cities to chaﬁge, CEAM is not directly concerned with organizational
development, per se, but rather with innovation adoption. It places
primary emphasis on an adopter's collaborafion with an external change,
or resource, agency. Further, it deliberately nurtures the problem-solving
capabilities of the user as the process of adoption prograsses and as the
power to use an innovation is +ransferred to the user,

Significantly, the term "adoption" as used in CBAM differs from




Everett Rogers'l' use of the term. Rogers uses "adoption" to label the

- process of deciding to use an innovation. .Adoption, as used in this model,

goes far beyond the initial decision to adopt; it closely parallels the
Clark-Guba phases of trial, installation, and institutionalization, ﬁAdqp—
tion," as it is used here, involves the multitude of activities, decisions,
and evaluations that encompass the broad effort to successfully integrate
an «unovation into the functional structure of a formal organization such

as a school, a college, or an industrial organization.

Origins of the CBAM . /

The CBAM has been constructed out of the experiences of the authors
in.lnnovafion adoption in colleges and universities, public schools, and
in industry., It has been consfrucfed';sr the purpose of assis*lng others
who engage in the process of innovation adoption. Further it provides a
basis for empirical investigation of the adoption process.

The conceptual basis of the model draws heavily uron the work of
Ful ler!2 and her associates in their study of concerns of teachers, Fuller
has identified a developmental sequence in which prospective and inservice
teachers' concerns appear in a dependable pattern on a continuum from con-
cerns about self to concerns about the task of teaching to concerns about
Impécf on pupils., For example, a sequence of concerns of a preservico
teacher occurring over time might be as follows: "Do | really know my
subject matter?". (self-concern); "How do | present my'ideas to the class?"
(task concern); "Will | be able to challenge the more able sfuﬁenfs with

this lesson while not losing the siower ones?" (impact concern).




Broadly speaking, the concerns hypothesis states that when'an indivi-
dual encounters a new situation that requires Interaction with others, his
behavior is initially governed ﬁy concerns about himself and the demands
that the situation makes upon him. As these self-concerns become re-
solved, the individual moves to conCerns,focusIng on the nature of the
task and on the quality of task performance. Ultimately, the ipdfvidual
becomes concerned about the impact-he is makling upon others and‘éfrives to
optimize his efforte ror ofﬁers.

The authors hypothesize that Fuller's developmental concept of con-
cerns and their sequence can be generalized to the innovation adopfidn
process. The experience of the authors has shown that the same or similar
concerns phenomena do indeed occur in the adoption process. Exambtes
of developmental concerns manifested in adopting an innovation include the
fol lowing: "What will the Dean think of me if | agree to. use these mater-
ials?" (self-concern); "How do you get students to return these manipu-
lative materials to the right boxes and envelopes?” (task concern); "How
- could | share with other faculty the things !'m learning about students by
using these new materials?" (impact concefn). Further, 1t has been ex-
perienced that concerns, as a partial expression of an adopter's needs,
provide both a diagnosis and a prescription for action. A chénge agent
who recognizes self-concerns being expressed can initiate consultation
or training that will result in resalution of sel f~concerns and move the
person aleng the developmental sequance toward more effective use of the

Innovation.



CBAM - A Process Model!

The Concerns—Based Adoption Model assumes the existence of two
primary sysfems's--a user system and a resource system--and the estab-
|ishment of a temporary third system, a collaborative adoption system.
Basically, the model presents a conceptual framework for a multi-stage
decision process (i.e., a series of hieraréhlcally ordered decisions
relutad to the sequential phases of the adoption process) that Involves

these three systems (see Figure 1).

Insert Figure | here

Resource System

The resource system s an agency <;r inst!tution that has the cap-
abl 11ty to assist the adopters of an Innovation. In the beginning of the
col labor;ﬂve adoption process, the resource Sysfetn is the senlor partner
in the col laborative system. The seniority, if you will, is based on the
fact that the resource system has more knowlédge about the innovation +han
the user, more experience with the innovation, and a repertoire of materials,
strategies, and consultants, and change agents who are both knowledgeable
about the innovation and skilled in fhev change process.
The seniorﬁy of the resource sysfem is hopefully short-lived, for
the purposé of col iaboraﬂén is to transfer power, knowledge, and skills
to the user system. The goal is to assist the user ‘o become independent

from the resource system. Independence has been aéhleved when the user




system has fully assimlliated the innovation, provided for its continuation
and support, and is capable of maintalning it on its own. By the time
Independent use éf the Innovation has been reached, and perhaps earlier,

the user has no further need of the resource system.

- User System

The term "user system" refers to the adopter of an innovation. The
user system is an organization, Institution, or in some cases an fndivl-
dual interested in committing human, f!n;ncial,'and environmental resources
to the adoption of an innovation. A major assumption of the model is that
user systems have full knowledge of the resources availabie to them, that
they are aware of their own needs, and that they have reached a decision to
adopt specific Innovations as soluflong to their Identified problems. During
the early phases o the adoption process, the user system is in a "reception
mode." That is, it seeks information, support, advice, and intervention from
the resource system to initiate and monitor the Innovation adoption. As
time passes, the user becomes more powerful and relles less on the resource
systems as it successfully adapts an Innovation to its own situational

requirements.

Col laborative System

The collaborative system is the joint activity of resource and user
systems that creates a third-force system to faciiitate the adap*ion
process. The collaborative system does not necessarily occupy a2 space or

have financial resources of its own. It Is temporary In that It has a




Iife expectancy equal to the time required by the user system to achieve
independent use of the Innovation. |

The declision processes employed by the collaborative system refer to
joint decisions made relative to innovation adoption. As pointed out
above, the resource system will undoubtedly assume a more powerful position
early In the adoption process. As time passes, however, the user system
wil: gain in confidence and power and will assume greater responsibility
for decisions.

The col laboration is realized as both systems engage in an analysis of
needs, an identification of concerns, and an analysis of current use of
the innovation. Following these analyses interventions are designed to

alleviate needs, resolve concerns, and facilltate and accelerate the inno-

vation adoption.

The CBAM Process

The structure of the model is based on the formation by the change
agent of temporary channels |inking user and resource systems to create a
col laborative system for adoption. The collaborative system thus formed
provides for continual reciprocal feedback processes between the user and
| resource systems. There are two formally distinct classes of channels
mediating the user and resource systems: Information and action. In prac-
tice these channe!s may not be at all distinct, but for purposes of concep-
tual analysis they are kept separated since each has functional properties

.different from the other. The role of change agent derives fundamentally
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from the functional properties of the linkage channels. In the information
mode the change agent Is pefformlng as a relativeiy complex sensor system
gathering data on the user's needs, capabilities, éoncerns, and usage re-
garding the Innovation. All these data need to be proceésed, analyzed,

énd interpreted. The change agent calls upon the resource system for
assistance with such Information processing. The results of analyses of
vse~ concerns and usage together with an understanding of the user's needs
and capabilities culminate in an evaluation of the user's state of pre-
paredness and the selection and recommendation of appropriate actions 5nd
treatment to be initlated by the change agent.

On the action side the change agent will be actively and continually
probing for concerns in the user system since, as we have hypothesized,
this is a major variable that must be dealt with In catalyzing the adop-
flon'précess. Other catalytic action brocesses carried out by fﬁe change
agent will be fo fturnish orientation, training, and consuitation to the
users with whom he is engaged. The change agent will also be engaged in
assisting the users to resolve their concerns and finally he will be in-
strumental In helping the user to Implement treatment sfrafegieé leading

to higher levels o use of the innovation.

Scales for Use and Concern

The particular strategies used to estat!ish col laboration depend
'upon tne stage of readiness of key Individuals or groups within the

user system. Readiness of user system personnel is determined by the




stages of concern expressed by users and by their level of effective use

of the innovation.

As the change agent interacts with the various individuals within the
user system, he is able to catalog their expreésed concerns. At the same
+ime, the change agent can catalog the demonstrated level of use of the

I nnovation.

Differential Level of Use

For each component of an innovation (e.g., self-paced instruction,
faculty teams as components of competency-based education), there are
definable and observable differercas in the ways the innovation is used
by the various individuals &: ror groups associated with it. These differ-
ences have been categorized in a hiera;chical scale called "Levels of Use."

Six levels of use of the innovation and an absence-of-use level have
been defjned. These levels and the accompanying scale pofnfs were derived
from an analysis of the extensive first-hand experiences of the authors
with innovation adoption. For each level of use two scales have been
identified: knowledge and action. This differentiatlion is essential
because while knowledge is a necessary condition for action it is no sub-
stitute. The knowledge scale classifles the breadth and depth of knowledge
related to the Innovation as possessed by each individual user. This can
be assessed formally or informally. The second scale, action, Is a class-
ification of how advanced the subjecf‘ls In actual use of the innovation.
Direct observation of the user in interaction with the innovation is re=-

quired for this scale.
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The following is a listing of the Levels of Use and the accompanying

knowjledge and action scale points.

Insert Table | about here

Extensity Profile

When consldering the adoption of an lhﬁovafion within a formal or-
ganization, it Is not sufficient to have just one individual, in his
singular Job function, demonstrating a high level of use of the innovation.
More than likely within an Iinstitution, as a user system, many individuals
and groups are expected to be usihg the innovation. Therefore, In addition
to the question of how well a particular individual Is using the innovation,
al{ Individuals and groups within the ;ser system must be assessed before
a statement can be made about the quallty and extent of adoption within
the fotal user system. Optimal Institutionailzation of an innovation must
consist of all the associated individuals and groups that are involved in
using the Innovation demonstrating high-leve! use of the innovation. The
degree of spread of involvement with the innovation and the quality of use of
the innovation by all elements of the user system can be represented in an
Extensity Profile.

Figure 2 is an Extensity Profile of University X, which is in the
process of establiishing a competency-based teacher education program. This
Extensity Proflle was compiled at the end of the second year of adoption

by assessing the knowledge and action scale points for levels of use for
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each individual using one of the module components. As can be seen in the
profile, those instructors using the science modules have more advanced
use than do the Instructors using the language arts modules. Both faculties

began use of the innovation at the same time.

Insert Figure 2 about here

1¥, in another example, the tnnovation was Interdisciplinary faculty
teaming an Extensi<y Piofile could likewise be constructed with the unit of
analysis being composite gfoups (i.e., faculty teams) within the institution
as opposed to individual faculty members as.shown in Figure 2.

Extensity Profiles can be plotted at critical moments ranging from
the orientation of the first individual within a user system through when
the entire user syster demonstrates high-level use of the innovation.
These profiles provide a documented case history of the rate of spread
of use of the innovation and the rate at which the level of use of the
Innovation Increases within that user system. The Exfensify.Proflles‘can
be compared so that individuals may be identified when they are not progressing
at the expected rate. These individuals can then be contacted to determine

what, if any, problems they are encountering in using the innovation.

Stages of Concern about the Innovation

From the first moment a complex innovation such as competency-based
teacher education or individually Guided Education is introduced to a user -
system, the various individuals and groups of individuals who coﬁprlse

that organization will, to some degree, check out at least the following:




(1) How congruent the innovation is with their value systems, present and
possible job functions, and gkllls; (2) How congruent the innovation is
with institutional goals, structures, and resources; and (3) How congru-
ent any possible changes in the Institution are Ilkely to be with their
personal goals.

As the user system progresses from exploration, to trial use, to
institutionalization of the Innovation, the various individuals and groups
involved in using .t will be acquiring new knowledge and learning new
skills. In attempting to advance their level 6f use of the innovation,
they are going to experience problems, frustrations, and knowledge voids.
They will also be encountering various Interaction conflicts between
themselves, the Institution, and the innovation.

The overt manlfesfafiéns Qf the initial checking-out process, the
subsequent knowledge and skill needs, and the problems encountered in
preparing for and actually using the Innovation will be observed as
" expressed concerns. The construct of concerns, as used here, refers to
the categorization of expressions stated by the user related to his use
of the innovation. A developménfal progression of these concerns is
proposed here. This progression has been labeled "Stages of Concern." As

'6, the concerns expressed by

has been found with preservice teachers
individuals adopting an educational innovation within institutions progress
from a focus on self, to task, to Impact. This progression is seén as |
parallel to the developmental progression of Levels of Use of the innovation.
Further, it is believed that these concerns can be categorized as to kind.

This does not mean to suggest that individuals when first involved with



TI5

an innovation have no concerns about students, but rather that the intensity
of task and impact concerns is much less than the infensify of self-oriented
concerns. As the individual has his early, more intense self-related ques-
t+ions resolved and as he gets more and more into using the innovation, the
intensity of innovation use (task) and student (impact) related concerns
Increase.

The following is a brief definition of each of the concern stages.
For each stage, scale points are defined as a basis for classifying the

observation made.

Insert Table |1 about here

As the adoption process unfolds, each individual's use of the In-'
nova?idn §hould progress toward sophisticated levels, and concgmifanfly,
the stage of concern should progress toward renewal concerns. The change
agent who is knowledgeable about the developmental state of each individual
and of the composite user system can anticipate the next potential problem
areas and can personalize his interventions to be most relevant to current
concern and use as well as to be anticipatory of upcoming concerns and use.

The concerns stages are determined by talking with the individual
users or by reading their correspondgnce and analyzing what they are worrying
about, the problems they report having, the information or help they request,
and what they are pleased wlth.

Determining Levels of Use of an Innovation requires direct observation

of It in use and a direct assessment of the user's knowledge. Assessing
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Stages of Concern about an innovation can be done indirectly through analysis
of the use:'s reported observations, requests, problems, and successes.

1¥ the Innovation happens fo be a conplex bundle such as competency-
based teacher education with faculty teaming, then assessment of‘sfages
of conzern will also be a complex bundle. Multiple sets of concern
progressions can be identified, including a set for each curriculum faculty
sithar about his use of modules, a set for college admlﬁlsfrafors about
administering resources, and a set for the interdisciplinary faculty teams
about +éam roles. It Is also possible for a person to express simultaneously
concerns at different levels In assoclation with different facets of the
innovation. For.example, an adopter may be at a late stage of concern
(maximum benefit) with respect to science modules and at the same time be

at a lower stage (ekploraflon) with respect to faculty teaming.

Relationship Between Stages of Concern and Levels of Use

Both Levels of Use and Stages of Concern are aspects of the same develop-
mental process. KAt each level of use there should be a congruent stage
of concern if adoption is progressing.saflsfacforlIy. The relationshipof
Stzges of Concern and Levels of Use is shown graphically In Figure 3.
Stages of Concern and Levels of Use are pfo#fed against each other on

corresponding scales of time.

Insert _Figure 3 about here

The graph shows an ideal set of successful adoption behaviors contained

in an envelope bounded at the top by a line that |imits extreme concerns and




at the bottom by a similar |limitation on levels of use. This is another
way of saying that the CBAM allows for a certain amount of discrepancy
between concern and use levels and that such discrepancies are expected
in the adoption process. The tolerable |imits of this discrepancy are
generally at a point one step above and below the mid-|ine decreasing to
a single point at the beginning and end. Outside of these |imits, the
adc:tion process cannot be sustained to a successful conclusion.

Optimal ly, stages of concern will run ahead of levels of use, especially
in more dynamic situations. When the reverse is true--when use is preceding
concerns--the change agent must step in with strategies designed t» raise
the users' concerns to a more mature level in order to lend more reievance
to the adoption process. -

Note, however, that an isolated notation of a stage of concern or
level of use will be insufficient evidence for decision-making relatlve to
intervention. Change aggnfs need to note and draw out the interplay among
the concerns and use data and seek confirmation of their readfngs with
further data-gathering and dialog. The growth process in innovation adop-
t+ion is both complex and cyclical, and these factors need to be taken into
account. For example, while an innovation adopter may be at advanced stages
of concern and high level of use with respect to his individual role in
using an innovation, he may be at much earlier sfaggs of concern and use
with respect to his role as a member of a functioning group;

The reason why the relationship between Stages of Concern and Levels

of Use Is critical is that it holds the potential for dramatically decreasing




the time required fo complete the adoption process and reach institu-
tlonalization of an Innovation. Also it may prevent the adoption process
‘from aborting. A stage of concern carries with it an indicator of action,
for imbedded within a concern is its means of resolution. |f an individ-
ual adopter is expressing or manlfesting self-concerns and a correlative
initlial training level of use, It is imperative that the self-concerns

be resolved in order to move 1o ti.e mechanical level of use.

The concept of concerns is Eelafed to the concept of readiness, which
has long been part of the educational |iterature. Stages of Concern, as
presénfad in this mode], have an appeal due fo the siﬁpllci?y and explana-
tory power of the concepf; The simp!icify Is deceptive, however, for
concerns are only part of the need structure of an individual. The user
of an Innovation can have concerns.that are tangential to the innovation,
or perhaps concerns need to be generated and shaped in him solfhaf he may. T
use the innovation more effectively. Further, concerns are transitory
phenomena, constantly changing with respect. to an innovation within a unit
of time (a week or day) as weil as across time (the duration of the adop-
tion processi. It Is also possible for a.user to have rea¢hed mature
concerns with respect to use of an innovation and then to revert to early
concerns as the Innovation moves into an adaptation phase. |

The peopie who must interpret these data and keep the adoption process
clicking stand at the juncture of the resource and user systems. They
are the change agents, or more appropriately the adoption agénfs, who

manage the collaborative adoption system.




The Adoption Agent

The key role in the resource system's relationship with the user system
is played by the external change_agenf; or "adoption" agent. _The term
madoption" agent is proposed here since the agent is facilitating the adop-
tion of an innovatlon rather fhan being innovation-free. He is concerned
with changes in the individuals, in the user system as an organization, and,
if need be, in the innovation itself that will lead to attainm-nt.and con-
t+inuance of a high level of use of the Ihnovafionlby the user system.

The adoption agent becomes "quarterback" of the collaborative adoption
systém. !n all probability the user system has a "quarterback-in-training"
who becomes the counterpart of the resource system's adoption agent and
who Is the chief liaison agent for the user system. For ease of reference
we call the resource system's adoption agent the "external adoption agent"
and the user system's |laison agent is called the "internal adoption agent."

The external adoption agent plays a role of diagnostician, trouble-
shooter, consultant, and action coordinator for the collaborative system.

In this role he is performing the functions described by the left-to-right
arrows at the top half of Figure |. As a diagnostician he must seek to
identify the readiness state of the user system. In this regard he must
gather information about the Stages of Concern and the Levels of Use dis-
played by relevant members of the user sysfém: His diagnosis must be con-
firmed by his counterpart, the Internal adoption agent, in urder to set
the stage for action. As a trouble-shooter, the external adoption agent

must transform his data about user's needs and readiness into tentative
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actlon plans deslgﬁed to resolve conceins, satisfy needs, and advance the
level of use of the innovation. Alternative action plans are presented to
the internal adoption agent and a decision is made to undertake some reme-
dial or developmental activity to promote effective use of the innovation.

The external adoption agent acts as a coordinator with respect to the
resource sysfem personnel and the agreed-upon aéfion plan. !n this role
he 1s performing as described by the right-to-left arrows at ‘he bottom of
Figure |. He arranges for training, consul+a+IOJ,'workshops, data-gathering,
and a mulfifude of actions that will further the trial use and installation
of the innovation. It Is in this role of coordinator that the "quarterback"
function is critical. Since the external adoption agent is experienced
with the Innovation and with the dynamics of planned change, he serves a
vital role of consultant to the usar system. He can anticipate "trouble
spots" before they arise and can counsel the internal adoption agent or
other user system personnel as to how they might be avoided. By the end of
the collaborative adoption process the Internal adoption agent should have
developed many of'fhe saie Innovatlon-related skills and expertise that the
external adoption agent had at the beginning.

Thus +he adopﬂoﬁ agents embody the process of the model. They stand
at the intersection of the resource and user systems, forming the nucleus
of & new and uhlque col laborative adoption system. Their major tools are
their experience and their sensitivity to the developmental process taking
place in the user system--a sensitivity vastly augmented by employiﬁg the

scales of Level of Use and Stages of Concern.
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Implications for Adoption Agents

The developmental concepts we have described should be of immediate use
to practicing adoption agents. Regardless of whether the agenf is external
or internal, he should be able to try the process of observlng;and identi=-
fying Levels of Use of the innovation and Stages of Concern about the inno-
vation. Assuming the agent is working with adopters over an extended period
of time rather than in a plecemea:, of one=-shot fashion, he should be able
to place his client. along the developmental continua of the CBAM,

Even in its theoretical state, the CBAM can provide the practicing
adopf}on agent with éfrong clues as to the necessary interventions and the
pctential relevance of such interventions to user's concerns. A general
rule of thumb would be that consultation and structured training are the
most relevant intervention strategies to be used when concerns are at the
exploration and early trial Sfages and the use Is at initlal training or
mechanical levels. Demonstration and consultation are |ikely to be.mosf
relevant at the later phases of early trial concerns and at the |imited
Impact concerns stage. Constant prbbing or questioning, personal cénsulf
tation and promotion of diélpg within a user system are vital adoption agent
strategles at all stages of concern and use.

An adoption agent must be able to keep the total adopfion process in
perspective. He must be aware of distant, Ideal oufcomes, and at the same
time he must have a realistic awareness of the user's present developmental
state and even be empathetic with that state. For example, experienced

teachers who have been accustomed to self=contained classrooms and who are




involved in their first year of team teaching will undoubtedly have many
sel f~concerns about their new role as team members. |f this new pattern of
organization also involves the adoption of new Instructional programs, it
adds further to the intensity of self-~concerns. An adoption agent should
careful ly assess the level of self-cbncern of the teachers and provide
supportive experiences or training that are most ralevant to their concerns
cnd 1ighly related to the level of use of the innovation (there may be a
general tendency for many adoption agents to want to treat the use level
only). To ignore lower-level concerns an& provide training that is more
related to limited impact concerns and independent level of use of the
adoption fis fo.invlfe trouble and further intensify rather than diminish
self-concerns. Above all, the adoption agent can use the CBAM in its
current state to remind himself that successful adoption of an Innovation
is a developmental process and that process Is expedited and made more
efficient when concerns and use are assessed and related intervention strat-

egies are employed.

A Case Study of CBAM Usage

At this point, a brief case study is presented of a CBAM-oriented adop-
Afion agent working in a middle school. The case study represents an
exploratory appiication of the model as conducted by one of the authors in
the early phases of CBAM formulation. The setting was a middle school in
the early planning and implementation stages of adopting an individualized

instruvztion program in reading and mathematics, along with the introduction
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of differentiated staffing patterns in these two content areas. An external
adoption agent, John Babb, from a nearby Title Il Center had been working
with the middle schoo! teachers and administrators during its exploratory
and Initial planning stages leading up to the beginning of the case study.

John visited the school in the late spring of the planning year. The
teachers and principal were preparing to change from their self-contained
cias-rooms to a faculty-team organization. A major change invcived faculty=-
team planning and team responsibility for largér groups of students than
had been the custom in reading and mathematics. In conversations with the
teachérs in the faculty lounge, John heard such comments as, "i dor't know
if | can work in this new arrangement, |'m not sure what the demands of the
situation will be on me." "It might work in the York Middle School, but |'m
not sure lf.will work here; |'m not sure how we can handle a hundred and
twenty kids in Reading and know where they all are."

The above comments were typical of the self-concerns expressed by
teachers in the middle school as they began to position themselves for the
new organizational pattern in the new program. John made mental notes of
these concerns and engaged in discussion with teachers, assisting them to
communicate their feelings in order to resolve their self-concerns. He
knew that telling them not to fear the innovation would be fruitless; rather,
expression and analysis of the source of concerns would allow him to inter-
vene effectively when an appropriate training experience could be provided.

John ébserved a planning meeting later in the d:y and noted the

following:
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). The principal did most of the talking during a discussion
about the faculty-teaming process in the individualized
instruction program; the teachers were mostly passive
participants in an abstract discussion.

2. Only three teachers spoke at the meeting while twelve
teachers sat silently,

3. One teacher busily Bccupied herself grading papers.

4. A student-teacher was attending for one of the Sixth
Grade teachers who was to be responsible for the math
curriculum,

5. Some of the questions discussed at the meeting were:

I. On what basis would space be assigned to each team
' and would we have a homebase?

2. What can we expect of our teacher aides?

3. How will | know how well my pupils are doing if
the aides correct all the papers and post the ranks?

4, Will we have enough time for planning?

5. Who will be stuck with the low=achieving groups.
John kept in mind the fact that two different innovations were being intro-
duced simultaneousiy and that the teachers had no real experience or training
for what they were to do.

In his discussions with teachers and the principal and on the basis of
his observations, John identified that the majority of the concerns expresse.&
were exploration concerns about the staffing innovation and‘earlx trial con-
cerns about the curriculum innovation itself,

Following the meeting, John sat down with the principal and engaged in
a discussion about his observations in order to identify the concerns and

issues that the teachers had about the two innovations., Specifically, he
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suggested to the principal ways the faculty could become more actively
involved in the decision-making process about the program and its imple-
mentation in future meetings. Diplomatically, he pointed outv that the
behavior of the pFincipal to a large extent was basically intensifying
the faculty's seif-concerns. [f the faculty were to be more intensively
engaged in arriving at their own solutions, John suggested that their self-
wonuerns might be resolved more quickly. Because of his knowledge about
the innovation and his prior experience with it, John was able to assist
the principal to gain perspective on the developmental aspects of the
adOpf}on process in terms of where the faculty was then on the Lev:l of Use
and Stage of Concern continua and what the next stage was likely to be.
Further, he assisted the principal to explore ways in which available
resources might be applied to the resolution of the self and task concerns
of the teachers so that an effective adoption of the innovation would be
achieved. |

Johin and the principal decided to talk with the superintendent of
schools about alternative steps that might be taken to facilitate the rate
of innovation adoption. The superintendent, the principal, and John jointly
agreed to explore *the prospects of expanding a p|anned‘summer workshop. -
They planned to add an additional two weeks to the four-week curriculum
workshop. The revised workshop would include "trial installation" of the
individualized curriculum and faculty-teaming. John agreed to explore
with his Center the prospecfé of identifying human and material resources

that the Title Il Center could bring to help in the expanded workshop.
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Tentatively, agreement was reached to identify the resources to include
students as part of this summer workshop. Originally, the workshop had
been planned only for curriculum development efforts. Based on the diag-
nosis of the concerns of feachers.and the use level of the innovation,
John persuaded the school officials that teachers needed some direct
experience with the innovation in a "fail-safe" setting prior to the open-
ing of school in the fail.

The school department and the Title |1l Center proceeded to plan and
implement a summer workéhop designed for self-concerns resoiution and
trial use of the innovations. The workshop was col labsratively designed
so that students attended instructicnal sessions in the morning dealing
with a "trial curriculum." During the morning all teachers and administra-
tors were engaged in one of three activities of planning, teac!:"ng, and
observing implementation of the curriculum. The roles of the teacher -
changed over the six-week period so tha* each teacher had an opportunity
to teach using a specially designed model of the curriculum that was exactly
like the one to be used in fhé fall. Therefore, teachers received experi=-
ence with planning and teaching the new curricula and with the related
probiems of monitoring student progress and evaluating instructional out-
comes. As the teachers planned for their instruction, they were actually
engaging in feam-planning.and team-building activities that were requisite
for successful impiementation of differentiated staffing and the curriculuﬁ
innovation. The afternoons of each workshop day was devoted to development

of materials and organization of supplementary materials so that the
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opening of school in September would be smooth. During the course of the
summer workshop, the teachers and the faculfQPfeams gained experience in
setting agenda, assigning responsibilities and tasks during the team
meetings, afqng with the wide array of communication and team=-building
skills that are required for effective use of the innovation. By the end

of the summer workshop, the self-concerns of the teachers had been consider-
ably resolved and they were approaching the independent levs! ¢, use of

the two innovations.

This brief case study reflects écfual experience of the authors in
using Stages of Concer~ and Levels of Use of the innovation with an in-
process Innovation adoption. The case study points out that specific
intervention strategies were designed by both the user and the resource
system (the school and.the Title |1l Center) to resolve the concerns and
to Increase the level of use of the innovation. The model, then, provided
the adoption agent with the data he needed fq-diagnose the situation and

prescribe appropriate treatment to facilitate effective innovaiion adoption.

Reflections Upon the Model and Its Use

As the authors reflect upon the use of the model and its development,
several things come to mind. First, the medel is not just an abstract
conceptualization of the process of educational change; it is a dynamic
tool that has grown out of rich experience in helplng teachers and admiﬁ-
istrators to adopt new programs and organizational patterns. CBAM has

practicai utility and perhaps its greatest contribution is in assisting
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educators to use innovations more effectively and more quickly.

The major constructs of concern about and use of an innovation are
gasily communicable to the profession--yet they are deceptively simple.
At a general level the concerns and use variables are helpful; from a
research perspective, however, ‘the concerns constructs are developmen-
tally compiex and involve difficult measurement problems related to in-
*+er_lty of concern. The general levels of use are also décepfively simple‘
concepts. Each innovation has its own set of interactions among Iéarners
and instructors and its own "effective use" criteria. The use data re-
quire that an adoption agent and a user have clearly specified ope~ational
statements of ideal innovation usage.

1t may seem to some readers that conceiving of the adoption process
as a "growth continuum" for indlviduals and institutions is of little
significance. However, the authors firmly believe that failure to view
the innovation adoption as a growth process reiated to a specifie i nnova-
tion may account for the "blunting" effect noted by Goodlad. The field of
social psychology and organizational development provide the contextual
variables that comprise the change process; however, these fields do not
have the adoption of specific lnnovaffons as a goal., CBAM provides a set
of variables drawn from a different value stance and different implementa-
tion procedures and a differénf research perspective. Hopefully, the com-
binad use of CBAM and other models and procedures drawn from these multiple
perspectives can heln us get through the schoolhouse door and proviae

fearners, instructors, and administrators with effective tools for personal,
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professional, and institutional growth and effectiveness.

CBAM was developed out of a concern that the innovations of the 60's
were and are not weil used. As our research ir this important area of
educaf!onal innovation adoption continues, it is our hope that our con-
cerns ébouf the effective use of educational. innovations are diminished.

We have shared the Concerns-Based Adoption Model with the profession
at this time In the hope that it will be of use to practicinyg oduption
agents and will stimulate others to think about and study innovation adop-
tion from this perspecfi?e, and particularly to examine the process relation-
ship§ petween the stages of user concern and the use of the innovation,

We will continue in our efforts to refine and simplify the model. We invite

others to join the effort. . ~

o
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TABLE ): Levels of Use of the Innovation

0 Non use: State in which the user does not know that the Innovation

exlists.
Know | edge

|. .No knowiedge of the inno-
vation or any other simi-
lar Innovation.

2. Has general knowledge that
there are efforts to develop
innovations in thc area.

Action

I. No action i3 being made eitier
to Individually develop or
find out about efforts in the
ares.

2, Solicits general information
from various sources about any
efforts that are going on.

‘Orlentation: State in which the user is acquiring information about

the innovation, Its value orientation, its demands upon
him, and the user system. '

Knowledge

t. Knows name and source of
innovation,

2. Knows where to get suffi=-
clent information to formu-
late declsion alternatives.

3. Has sufficient Information
about innovation and its
implementation require-
ments tc make a go/no-go
decision.

~ 1l

Action

Soliclts descriptive information
about the innovation.

2. Solicits actual materials and
analyzes them,

3. Makes an Informed decision to
use the Innovation or not to
use It.

Initlal training: An action stage In which the user Is being trained

Know! edge

|l. Knows time requirements
- for training; knows gen-
eral logistics and require=-
ments for use of innovation.

2.. Knows components of Inno-
vation and its general
characteristics

in the logistics and use of the innovation.

Action

|l. Examines materials in terms of
training mode and duration.

2, Studies actual materials for

learners and instructors to ac-
quire knowledge and skills,
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3. Knows content of innovation 3. Prepares to initiate pilot project
for leai'ners and general in- and engages in tryout of innova- -
structional and logistical tion. :

requirements for professionals.

111 Mechanical: A stage of innovation implementation where users are
engaged in pilot use of the innovation. The user is
engaged in 2 step-wise attempt to master the tasks
required by the innovation, often resulting in disjointed
and superficial use.

Knowledge Action
I. Knows only on a~day-fo-day l. Implementation demonstrates
basis what the innovation - lack of effectiva nanagement
demands. , and lack of anticipation of
immediate/intermediate conse-
quences.

.2. Has sufficient knowledge to 2. Demonstrates control over day-
cope with the minimal daily to-day use of innovat.on but
requirements of the innova=- lacks ability to plan beyond
tion, S that.

3. Knows detalled information - 3. Handles well the mechanical
about the irnowation, its aspects of the innovation, yet
content, and its potential. falils to attend to impact of

t+he innovation on learners.

V' Independent: A state of innovation usage where the user handles the
innovation well as an individual with quality impact on
. learners in his immediate sphere of influence, yet fails
to integrate his work with the total system's effort.

Knowledge Action

I. Knows the cognitive effects I. Explores and experiments with
of the innovation on the alternate combinations cf inno-
learner and the relative vations with existing practices.
effectiveness of alternate
practices.

2. Recognizes affective responses 2. Examines Impact of various com-
of learners as a result of his binations of existing methods
manipulation of methods with and Innovation elements on his

the innovation. ' students.
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3.

lnfegrafed:

Knows cognitive and affe~t+'ve
effects of innovation on his
learners and how he can get
the most out of the Innova-
tlon for learners.

3.

Maximizes learner involvement
with innovation by adopting
fiexible elements of the
innovation.

Stage in which the user is actively seeking ways to combine
his efforts in using the innovation with colleagues to

achlieve a collective impact on all learners within an

Institution.

Know | edge

l.
2.

3.

Renewlng:

Has minimal knoﬁledgg of how
others are using the Innc-

_va?lon.

Has good understanding of
what colleagues are doing.

Knows how his use of the
Innovation and others' work

can provide maximum impact -
for learners.

Action

Seeks out information from col-
leagues about what they are doing
and develops tentative plans for
coordination with them.

Experiments with alternate patterns
of use of the innovation based on
col jaboration with colleagues.

implements most effective system

. for the innovation, which employs

successful collaborative efforts
and ylelds a high degree of '
impact on lesrners.

The stage of use of an Innovation in which the user re-evalu-

ates the qual ity of use of the innovation, seeks new alterna-
tives to achieve impact on learners, examimes new developments
In the field, and identifies new goals for himself and the

Institution. -

Know|edge

.
' L

2.

Has experiential knowledge
of other innovations and
their potential use in his
situation.

Has know!edge of innovations
in his own and related fields
and their implications for
improving the quality of
learning within his institu=-
tion.

Action

2.

Begins to experiment with sophis-
ticated adaptations of the inno-
vation In order to achieve more
effective Impact on learners.

Seeks out new alternatives to
enhance or replace the innovation,



3.

Has broad knowledge of
emerging aiternative goals
and means for education

and the culture and per=~
celves the dynamic role of
his work and his institution
a8s a vital part of the social
system.

. 3.

Systematically evaluates effec-
tiveness of innovation and re-
appraises goals while seeking
more effective means and per-
haps new goals in the pursuit
of optimal learner impact.
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Unaware:

3
TABLE |1: Stages of Concern About the Innovation
No indication of awareness that the innovation exists. There

may be Interest in similar innovations or 2 complete absence
of awareness or Interest in the area.

I. No Indicators of interest in learning of new things in area that

2.

2.

Innovation is a part of. p

Interest in Iearhlng of things in the area Is expressed.

© Awareéness: Indicates a general! awareness of the Innovation. The poten-

tial adopter is llkely to inquire about obvicyrs characteristics
of the innovation and of himself in relation to it in various
non-specific ways (e.g., expressions of general feel ing toward
innovation, |imited evaluatioi, passive, passing interests it
It+) may even Include expressions of concern about possible
personal conflict or threats toward self and personal status

quo.

No need expressed, passive, no further .interest, no questions.

Expresses a need to learn more of a general nature about the innovatien
and getting a broad superficial overview, what does the innovation

look Iike in general to me and my "program?"

Expresses need to learn more specific Information. How do | learn more
detail? : '

Exploration: Indicates exploration of the roles played by the individual

2.

3.

user and of the demands placed upon him; also includes
exploration of role in relation to the reward structure of
the organization and exploration of potential conflicts with
existing structures or personal commitment that have financial
or status Implications.

Expresses fear, wory, doubt about the future role he must play if
innovation is adopted. .Worries relate to se!f, self in structure, and

. personal or professional rewards.

Expresses ambivalence toward the innovation, his role in relation to it,
and its effect on the institution's social and professional structure.

Expresses questions of a constructive, problem-solving nature in rela-
t+ion to his role, place in the structure, and persoral and professional
future. Queries reflect a commitment towaird the innovation and a drive

toward movement.



111 Early Trial: Indlcates user's exploration of his performance and manipu-

2.

3.

lation of materiais and time.

Expresses lack of confidence in his ability fo carry out his role with
t+he innovation. Expresses discomfort about his ability to handle the
organizational aspects of the innovation. '

Expresses uncertainty about the use of the innovation and fends to
interpret materials *oo iiterally; requires confirmation that his

actions are proper.

Expresses general confidence in using the innovation but probes details
of organization, sequencing, etc., to make operational use of the
Innovation more efficient. :

-

IV Limited Impact: Indicares user's exploration of impact of innovation on

clients in his immediate sphere of influence.

Expresses a need to insure that learners are receiving what they need
to function effectively with the innovation; seeks confirmation that

" he is doing an effective job with the .innovation.

3.

Expresses desire to identify means by which the learners can gain more
from the innovation the next time it is used; seeks To become more
effective by eliciting feedback from learners.

Expresses need for learners to be able to relate their experiences
with the innovation with broader goals of the course; recognizes a
personal need to become more knowledgeable about the total operation
within the program,

V Maximum Benefit: Indicates user's exploration of the total impact of the

2.

3.

innovation in an institutional context on learners and
users.

Expresses a desire to gain an understanding of what is going on within

‘other parts of the institution in order to integrate more fully the

learner's experiences with the innovation; expresses desire to seek
effective working relationshipg with colleagues to further the goals
of the innovation.

Expresses a desire to maximize the outcomes of the collective effort
within the institution with respect to the innovation; expresses a
desire fo share his experience with others in order to increase the

_group's capacity to use the innovation.

Expresses a need tc identify conditions that would tend to sustain the
maximum level of output with respect to the innovation; expresses need
to achieve full satisfaction for self and the group.
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Vi Renewal: Indicates user's exploration of new or better ways to reach the
~same goals or new goals.

|. Expresses desire to adapt the innovatlion in order to integrate the
latest advances in the flelds related to the innovation; expresses
desire to acquire information and skill which will assist in main-

talning current professional level.

2. Expresses need to explore and identify better means to achieve what
Is already effective output with respect to the innovation; expresses
desire to incorporate new techniques into his professional repertoire.

3. Expresses need to keep himself and the institution open to new ideas,
goals, and means of achieving maximum outcomes for {earners and
users; expresses desire for experiences that will broaden his outiook
on his personai and professional |ife. .

SR,
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Research Questlons

The application of the developmenfal construct of user concerns as a
means of understanding, predicting, and controlling an adoption process
Is Itself an Innovation. We do not have as yet any controlled experimental
data confirming its utility, but study and anaiysis of cases of adoption
have allow:d development of the concerns-based adoption model. The sensing
analysis, interpretation, and resolution of users' concerns is postulated
to be the key catalytic process in collaboratively guided adoption.
Whether this will be borne out is the subject of empirical verification.

One measure of utility of any model should be its ability to generate
critical research questions and hypotheses that can be empirically tested.
There appear to be dozens, perhaps hundreds, of questions generated by
the model. We have no way of measuring their absolute worth, but we present
the following list of questions that seem important at this time and that
seem to be uniquely associated with our approach to studying the adoption
process.

!. Can the concepts applying to the development of individual
organisms be used to represent the process of an institution
adopting an innovation?

2. Are manifest concerns of the individual scaleable? Are they
reifable?

3. Are the developmental stages In adoption discernable in usage
performance or expressable as observed levels of use? Are usage

observations rellable?
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4, Can concern scores be used to reliably infer competence and
confidence of the user at each level of use?

5. Can concerns analysis be used as the basl§ for treatment selection?

6. Can concerns analysis be used to predict when an individual |
Is ready to progress to the next stage of deve[opmenf? Can
the proper developmental strategy be selected?

7. Can'a usage analysis be reliably performed and furnish evidence
of an individual's readiness for the next stage of development?

8. Is there a characteristic pattern of concerns at each develop-
mental stage?

9. Do events during the adoption process have temporal patterns
that have dlagnosflc uthl i ty?

i10. How can concerns and usage measures be aggregated fo yield an
Institutional effectlveness score with regard to the specific

 innovation?

il. Can measures based on institutional needs, capabiiities and
concerns he made to yield a reliable index of adoption potential
to predict relative success of an adopting institution with the
Innovation?

As experimentation continues, the authors assume that the concerns

and use scales will be merged such that data on one scale, use or concerns,
will be sufficiently predictive to determine an appropriate intervention

strategy. |t Is also assumed that the scales will be great!y reduced in




complexity and that continued experimentation will yleld identification of
characteristics of intervention strategies that will generalize across
innovations. For example, data might indicate that when a user is expressing
sel f-concerns and his use of the innovation is mechanical, the most ef fective
intervention is personal counseling from a change agent followed by joint
preparation of a step-wise plan designed to move carefully from a mechanical

to an independent use of the innovation.




